Chapter 2: Knowing How to Lead
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PURPOSE

Leaders spend a great ded of
time and effort dudying the technica
aspects of their jobs. However, in ader
to lead effectivdy, they must dso
know what makes people “tick.” By
sudying human behavior, leaders learn
why people act and react in certan
ways. Plus, leaders who care about
their subordinates and are attentive to
their needs are more able to influence
them in accomplishing unit gods. This
lesson identifies those basic needs and
it explains how they can be stisfied.

INTRODUCTION

Studying human behavior helps leaders
to acquire the knowledge they need to better
understand themselves and those they lead.

It is important that leaders learn why

human beings act and react in certain ways and
to identify various types of behavior. They dso
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mugt learn how to influence the behavior of
subordinates so that their persond gods
complement or renforce the gods of
managemen.

MASLOW’'SHIERARCHY OF NEEDS

According to psychologis Abraham
H. Madow, human beings are influenced by
a progression of needs. In Madow’'s theory,
human needs develop from lower to higher
needs (see the illusration of a pyramid).
Madow believed that dthough redivey
few people reach the top levd, those needs
lie dormant in dl of us. To be credtive in the
way we conduct our lives and use our taents,
we must fird satidfy the basc needs. The
satisfaction of these basc needs motivates
people to reach higher levels. It is important
to remember that one person’s needs are the
same as those of another — they smply
vary in the degree of importance.
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need to
(ulfill one's
unque pl)ll,'111i:,:|

Tsteer needs:
achicve, be competent,
gain approval & recognilion
'l ne need tor belongire;:
e . N o
1o alliliale wilh olhors;
to a¢ secepted and belong

Szlely needa: 1o leel seclee,
safe, nnd out of Canger

Bio.oeical creds: 1o salis(y hunger ane Uirsl

Thus, people generdly behave in a
way that firg satisfies thair needs for physica
comfort and safety, then they satidy thar
needs for socid acceptance and ego
gratification.
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LEADERSHIP DEMANDSTHE STUDY
OF HUMAN NATUREAND BEHAVIOR

In order for leaders to motivate, they
must satisfy both the persona needs of ther
subordinates as wdl as ther work-related
gods. Therefore, to lead effectively, leaders
must demondrate that they value and support
their subordinates. Smple acts of kindness or
an indication that they care about ther sub-
ordinates can often change a poor attitude to a
better one.

The leadership principle, “know your
subordinates and look out for their welfare (or
well-being)” goes hand-inrhand  with  this
discusson of motivation and human needs.

Leaders must know and understand
the members of their unit. It is not enough
just to know a team member’s name. As a
leader, you need to understand them as
individuds — ther interests, vaues, and
atitudes. In short, you must know why
they act the way they do. Commit time and
effort to listen to and learn about them. Try
to observe, become persondly acquainted
with, and recognize them as individuds
with different backgrounds and different
persondities. To be successful in  this
principle, you mugt have a knowledge of
individud and group behavior — without
this knowledge, you cannot understand the
“why” of your followers actions.

The behavior of team members is
often driven by ther dedre to saidfy
certan physca and safety needs. Whether
or not they put their best effort in the
performance of their duty and achieving
the unit's god depends on the satisfaction
of those needs. By showing that you care,
you can earn their trust and respect. If they
trust you, they will willingly work to hdp
you accomplish the mission.
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Leaders need the support of fol-
lowers in order to accomplish therr gods. If
leaders understand subordinates needs and
dther satify them or hdp to sisfy them,
leaders can influence behavior to some
degree.

Human naure is the common st of
qudities shared by dl human beings Some
of these qudities are bdiefs vdues, and
character traits. Other aspects of human
nature are the potential for good and bad
behavior, dress factors, and human needs. In
this chapter, we will concentrate on the
human needs.

HUMAN NEEDS

For years, scholars have sudied
human behavior and have offered hundreds
of explanations of human naure and indinct
and how they affect actions. There are certain
factors, dements, or needs tha cause people
to behave in cetan ways and do cetan
things. The most basc of these factors is
human needs.

Human needs are those necessary for
a pason's exisence and for menta and
emotional  dability. The human needs
required for exigence ae physcd or
biological needs; in addition to food and
water, they include the need for safety and
Security.

Safety needs are one of the most
basic of the biologica needs and include the
desre for security and for law and order.
People need to fed secure. A leader quickly
loses respect if he does not show genuine
concern for the safety needs of subordinates.
A leader's lack of concern for this need is
quickly evident to perceptive people and
affects their motivation to follow the leader
into dangerous Stuations.
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The psychologicd needs provide for

mentd and emotiond ability: beonging or
socid acceptance, esteem, and sdf-fulfillment.
Madow suggested that psychological needs:

b

b
b

Function in much
biological needs do.
Can only befilled by an outsde source.

Are based on and developed through human
beings rdationships with each other and

society in generd.

the same way as

The following is a brief description of

the three psychologica needs.
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The needs for belonging and for social
acceptance rest on the person’s desire to be
an accepted member of the group and to
have good persond reationships with al
members.  Socid needs ae important
moativators, but they are less obvious than
physicd needs. In addition to wanting to
belong to a group and to be respected by
others in that group, socid acceptance
includes the need for sdf-respect, status,
comradeship, love, and affection.

According to Madow, esteem needs are just
as important for human life as food and
water. A lack of esteem can make people
anxious and tense. To ease these tensons,
people might engage in random or desperate
activities

The esteem needs are those that stem from
the person’'s dedire for achievement, recog
nition, respect, and appreciation. The |leader
can directly recognize subordinates for their
peformance and show appreciation by
intangible rewards such as a smple “wdl
done’ or a pat on the back. Tangible rewards
might be time off, recommendations for
awards, and promotions, and favorable
evauations.
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Mogt people want diginction. They want
logicd rules and regulations, hard but
meaningful  work, and a sense of
beonging to the group. By respecting
subordinates, recognizing them as indi-
viduds, and treating them as important
contributing members of the team, lead-
ers help satisfy the need for esteem.

Sf-fulfillment needs occupy the top of
the hierarcchy. These may include the
pursuit of knowledge and beauty, or
whatever else is required for the fulfill-
ment of on€'s potential. Many corporate
vice presdents desre to be presidents
and many movie extras desre to be
maor stars, but these desires are redized
in only a few cases. Although only a few
people ever reach their ultimate dreams,
everyone can dtan ther intermediate
gods and achieve lifdong saidfaction.
Complete sdf-fulfillment is possble but
it takes hard work and determination.

Madow added to the motivation
theory the idea that some of these needs take
precedence over others and the suggestion
that achieving one levd of saidaction
releases new needs and motivations.

Unit 2: Leadership Theory and Application
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GROUP NEEDS

In addition to individuad human needs,
there are group norms that are established to
meet the needs of the group. Group norms are a
collection of the needs of the individuds in the
group. These needs may require group menm:
bers to change or adjust their needs to fit the
group’s norm.

Groups have common gods and
established leadership. In groups, persond rela-
tionships between the members cause them to
conform to certain sandards set by the group.
When such groups want to achieve a god, they
will work hard and do their best in order to
maintain acceptance by the other members of
the group. In other words, they do not want to
let ther team members down or lose ther
respect. They al want to do their part.
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This camaraderie is due to the need for

socid acceptance and dtatus within the group

— a force that is dstronger in leaders because

they need the respect of their subordinates for

ther own oHf-edteem. The group will have

confidence and fath in their leaders as long as

they meet the group’s needs and expectations.

However, if leaders do not live up to those

needs or expectations, group members will seek

individud  satidfaction  intead of  group
satisfaction.
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LEADERS CONCERN FOR GROUP
NEEDS

Leaders must provide purpose and
gods for the group. By sdecting the best
course of action to reach a god, they
provide purpose. By explaning the reason
ing behind decisons and demondrating their
own enthusasm for the task, they provide
direcion and assgance in accomplishing
the god. This direction should dso incude
information on the required sandards of
performance.

Leaders mugt redize tha, dthough
they are recognized as leaders because of
their postion, they will not be accepted until
they earn the respect and confidence of the
group by satidying its needs Therefore,
successful leaders must be more concerned
with the wel-being of their people than they
ae with themsdves. They must go out of
their way to give time, energy, and counsd
to hdp ther subordinates live up to ther
potentid. By condantly showing this leve
of concern to their subordinates, these
leaders receive a high degree of respect and
loydty from ther subordinates adong with
their desire to accomplish team godls.

Unselfish leadersavoid providing for their own
comfort and personal advancement at the
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expense of others. Leaders should place the
comfort, pleasure, and recreation of subor dinates
before that of their own. It is difficult to respect
leaders who seek their own comfort over that of
their subordinates or who hoard credit for
achievement made possible by subordinates. True
leader s place themselveslast in priority and share
the dangers and hardshipswith their subordinates.

MOTIVATINGBY SATISFYINGNEEDS

Needs form the bads for actions. They
motivate people to behave in certan ways and
to do cetain things. Consequently, motivetion
is a total process that is determined by the
interaction of human needs, the Stuation, and
the combination of persona and group needs.
The leader’ s part within thisinteraction isto:

P Thoroughly undersand human needs and
say directed toward satisfying them. Keep
a broad point of view on human nature and
motivation. Do not hold to a narrow view
that people are motivated only by fear, or
believe the opposte — that people are dl
good and will dways be motivated to do
the rignt thing. Instead, a complex array of
forces can motivate people, and leaders
must be open to every Stuation.

P Saidy individud and group needs by
establishing gods or tasks for individuas
and groups to reach, leading to god/task
accomplishment.

P Understand how to motivate in order to
obtan the behavior and conduct (confi-
dence, competence, professonadism, etc.)
needed from subordinates.

P Egablish ad mantan
teamwork within the unit.

loydty  and

b Crege a caing dimate within the unit —
one that promotes trust and respect as well
as an understanding and acceptance of the
“why” of subordinates actions.
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P Create odf-motivation in  subordinates
— this is the most powerful and lasting
form of motivation. Most people can
become sdf-motivated if taught lead-
ership attributes.

14 PRINCIPLES OF MOTIVATION

Although there is no smple formula
for motivation, we can provide a basc view
of what motivates people. Keep in mind that
this view is a amplification for you to use as
a guide It assumes that needs motivate
people and that a person’s motivation to
reach a goa depends on whether the person
perceves that the god will satisfy any of
those needs. Redizing tha different people
reect to vaying needs will dlow you to
arive a gppropriate decisons and actionsin
aparticular gtuation.

People are motivated by many forces
— vadues, Hf-interest, kindness, worthy
causes, and other forces. Some of these
forces are internd — such as fears and
beliefs, and some are externd — such as
danger, the environmert, a chance for pro-
motion, or pressures from a senior, Sub-
ordinates, or one's family. Forces combine
to determine what a person is motivated to
do inagiven Stuation.

Remember, snce needs form the
bass for actions and leaders must motivate
by understanding these needs, leaders must
undersand how needs drive individuds,
people, or groups to action. The following is
a discusson of 14 precticd principles
(quiddines) that flow from this basc view
of motivation. (Note Do not confuse these
principles with the 11 leadership principles.)

Unit 2: Leadership Theory and Application
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Principle 1

Make the needs of subordinates coincide
with unit tasks and missions.

Subordinates will have a naturd desre
to work to saisfy their own needs. When
leaders link these interests and needs with those
of the group, they have a poweful way to
motivate.

Principle 2

Reward individual and team behavior that
supports unit tasks and missions.

The opportunity to win a reward is a
sound motivator. A ribbon, a medd, a
cetificate, or a letter are only smdl tangible
objects, but they mean a great ded to someone
psychologicdly. These rewards have motivating
power because they are a way of saisfying
socid and higher needs. Awards symbolize a
proud achievement. Once the higher needs are
awakened by such rewards, the motivation to
keep working for more recognition normaly
increases.

Rewards can dso include a smple
“wdl doneg’ or a “pat on the back,” a
promoation, or afavorable evauation.

Principle 3

Counsdl subordinates who behave in a way
that is counter to unit tasks, missions, and
standards.

The previous two examples were the
“carrot” or the reward approach. This principle
is the opposte it is the “dick.” Use this
principle only when it is necessary to motivate
people who do not respond to posgtive
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motivation. However, before resorting to
this approach, be certain that the task,
misson, or dandad was clearly com
municated prior to the infraction.

Evay leader in the chan of
command must be involved in the discipline
of the organization. This shows subordinates
that even their immediate supervisor has the
power of “the dick.” Each case requiring
counding or disciplinay action dso
provides an opportunity to teach subordinate
leaders how to counsd and take disciplinary
action. Remember, conduct reprimands,
counsding sessons, and other corrective
actions as privatdy and as quickly as
posshle after an infraction. Do not humiliate
or embarrass someone in front of others.

Principle 4

Set the examplein all things.

If leaders show their subordinates
how to act, they are teaching them at the
same time. If leaders follow regulaions and
unit operating procedures, they are demon-
drating the expected policies to be followed.
By doing these actions leaders ae dso
proving their own degree of sdlf-discipline.

A word of caution is in order here
No one is superhuman, and subordinates do
not expect that. While they want leaders to
st the example in dl things and to share
hardships with them, they do not want ther
leaders to take unnecessary risks. If they see
leaders taking unnecessary risks, they may
lose confidence in their judgment, affecting
the morde, coheson, and discipline of the
unit.
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Principle 5

Develop morale and esprit within the unit.

Morde is the mentd, emotiond, and
Siritud date of an individud. 1t is how a
person feds — happy, hopeful, confident,
appreciated, worthless, sad, unrecognized, or
depressed. Morde has a tremendous impact on
moativation. High morde drengthens courage,
energy, and the will to get things done. Since
everything a leader does affects morde in one
way or another, a leeder must aways be aware
of how his or her actions and decisons affect it.
Give subordinates something to hope for,
because hope builds morae.

Esorit means team pirit — it is the
Spirit, soul, and state of mind of the unit. It is a
product of coheson; the overal consciousness
of the unit that the subordinate identifies with
and fedsapart of.

Principle 6

Give subordinates tough problems, and
challenge them to wrestle with them.

Coach subordinates on their problem-
solving, decisontmeking, planning, and imple-
menting skills. This principle:

a Encourages (by teaching and coaching) the
development of junior leaders.

a Motivates people who must carry out the
plan.

a Makes communication cdearer — gving
everyone a better understanding of the
misson and wha they must do as
individuals and as ateam to achieve it.

a Creates an open, trusting communicaion
bond between the members of the chain of
command.
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Principle 7

Have subordinates participate in the
planning of upcoming events

Paticipaing in the planing of
future events can be a highly motivating
experience. By contributing ideas to a plan,
subordinates then have a persond interest in
seeing the plan succeed. Plus, it improves
communication, which improves teamwork.
Improved communication aso gives every-
one a clearer picture of the objective so that
they can use ther initiative to achieve it.
Clear underganding of the misson and the
plan prevents ill-founded rumors and fears
based on alack of knowledge.

Also, by involving subordinaes in
planning, leaders show that they recognize
subordinates  abilities and appreciate them.
Recognition and appreciation from respected
leaders are powerful motivating forces.

Principle 8

Alleviate causes of the personal concerns
of subordinates so that they can
concentrate on their jobs.

Everyone has a unique combination
of experience, vaues, Ccharacter ftraits,
knowledge, and skills, causng a person to
have a unique way of deding with life
Things that seem of no importance to
leaders may be of criticd importance to
subordinates.

Some people may have family
problems tha leaders must empathize with
before they can help them. Others may not
know how to: handle money, have meaning-
ful relaionships, stay out of trouble, baance
the demands of school or work with the

Unit 2: Leadership Theory and Application
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needs of the family, or grow professondly and
persondly.

Leaders should drive to hep ther
subordinates as much as they can by keeping
them informed of dtuations and decisons
encouraging feedback, and through counsding
— when necessary. For those people who are
having red or pecaved chdlenges, thee
difficulties will cause them to worry, consume
ther energy, and prevent them from beng
productive. In order to help alleviate these
causes of persona concerns, leaders should
teach subordinates how to handle ther lives in
a hedlthy, congtructive way.

Principle9

Ensure that subordinates are properly
cared for and have the tools they need to
succeed.

Smply put, this principle means caring
for subordinates. Leaders a dl levels of the
chain of command must do al they can to hep
subordinates meet their physicd, sdfety, socid,
edeem, and df-fulfillment needs Teach them
dl you know. You want them to have the right
vaues, character traits, knowledge, and skills
because these are the tools that will dlow them
to grow, and to live happy, productive lives.

Principle 10

Keep subordinatesinformed about missions
and standards.

Keep clear, open communications with
subordinates so that they can accomplish their
misson a a team and use intigive in the
absence of orders.

Unit 2: Leadership Theory and Application
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Principle 11

Use positive peer pressure to work for you,
the leader, and the unit.

Peer pressure can be a powerful
moativating force, but leaders must be careful
how they apply it. If not used properly, it
can backfire with serious consequences. On
the other hand, postive peer pressure that is
based on professond norms and vaues is
hedthy.

Principle 12

Avoid using statistics as a major method
of evaluating units and motivating
subordinates.

Setigics in  themsdves ae not
necessarily bad or good. Leaders should use
them sparingly and carefully because they
are only the “mask” of a unit and they may
preseent a fdse image They ae surface
indicators or symptoms that leaders need to
check into further. Perhaps, they indicate a
serious problem, perhaps not. Leaders
amply do not know until they look into the
true causes of the symptoms.

Improper use of datisics has a
devadtating effect on trust, morde, and
motivation. Vdid evduaion sysems and
effective leaders require much more than
datigtics. They require ways to get beneath
the “image’ to the red substance — the true
drengths and wesknesses that influence
effectiveness and the red leadership causes
of those drengths and wesknesses. Good
leaders make the time to get out and to see
the redl substance of a unit.

73



Chapter 2: Knowing How to Lead

Principle 13

Make the jobs of subordinates as challeng-
ing, exciting, and meaningful as possible

Make each subordinate fed gspecid.
Experience and study have proven that people
need meaningful work. They need to bdieve
that what they are doing, even if it is tiring and
unplessant, is necessary and important. When
people fed that their jobs are important and that
they have responshbility, they fed needed and
moativated. This principle:

Encourages the ddegaion of authority.
This “power down” approach helps leaders
get the best out of ther subordinates. Lead-
ers give responshility to subordinates who
have the kill and will to handle it, and they
grive to make subordinates fed that they are
as repondble as them for achieving unit
standards and goals.

Principle 14

Do not tolerate any form of prejudicial talk
or behavior.

Racid, sexud, or other prgudicial tak
and behavior are contrary to the principles on
which America was founded. If a person feds
that he or she is the object of prgudice, that
person’'s motivation can be serioudy damaged.
Prgudice can aso destroy teamwork, cohesion,
and discipline within a unit.

Although these 14 principles of
mativation are different from the 11 leadership
principles, there ae dmilaities Did you
recognize any?
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BUILDING MOTIVATION

People will have little motivation to
do something if they bedieve they cannot
succeed. Likewise, if they are not convinced
that good peformance is the best way to
saidy ther needs, ther motivation will be
low and they will have little or no interest
in doing ther best. However, when
subordinates ae convinced that their
chances for success are good enough to
warant the effort, this bdief will hep them
to achieve their own gods (or needs) as well
as those of the group. Therefore, leaders
must know thelir subordinates capabilities,
edablish chdlenging gods within  those
capabilities, and employ them in accordance
with those capahilities (one of the leadership
principles). Leaders can dso build confid-
ence by offering support, encouragement,
and assistance.

Cregting assurance that good perfor-
mance will be rewarded is based on three
factors:

The leader has a condstent record of
checking and evauating performance.

The leader has an equdly consgent
record of usng rewards in respect to
improving performance.

The leader knows tha some team
players fed that completion of the task
itdf is suficient reward.

TANGIBLE AND INTANGIBLE REWARDS

People work for the opportunity to
receive tangible (a plague) or intangible (a
“pat on the back”) rewards, and the need to
believe that their work is necessary and
important. However, if supervisors never
compliment them on a job wel done it is
easy for subordinates to fed tha they never

Unit 2: Leadership Theory and Application
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do good work or that their leaders are not
interested in their work. Either of these bdiefs
can destroy motivation.

On the other hand, if leaders recognize
and confirm each person’s importance and
vdue to the organization, mativation will be
drong. Highly motivated teams with high
morde usudly have leaders who teke a
personal interest inthemand are understanding.

People resent a lack of respect and will
respond with that same disrespect by doing
only what is necessary to get by. Leaders must
build bonds of mutua respect, trust, con
fidence, and understanding that are fundamen:
tal to a disciplined, cohesive team.

“Too many managers  treat
employees like children — and then are
aurprised when they behave like children.
Successful business leaders share a bone-
deep belief in the inteligence, credtivity,
and ability of the people they employ.”

Tom Peters, Author
“In Search of Excdllence”

POSTIVE FEEDBACK

Some leaders tend to focus on mistakes,
they forget to comment on jobs that are done
well, or they do not prase people who are
gving ther best effort. Researchers have found
that positive feedback is much more productive
than negaive feedback in motivating and
producing changes in behavior. If leaders can
find a way to compliment followers rather than
to criticize their work, subordinates will have a
much greater incentive to work for that leader.

It is a leader’s job to provide pogtive
feedback — the “pat on the back” — that gives
satifaction. When leaders fal to provide
recognition for a task, the result may be the
same as punishing ther subordinates — they
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will not repeat the behavior. For example,
take the case of Alicia a young atist who is
just dating a new job a an advertiang
agency.

* k% %

Alicia was just hired as an atig on
the staff of an ad agency, and she was eager
to make a good impresson. She came to
work early, took short lunch and coffee
bresks, and often worked late. Her boss
noticed and thought, “Now, that's a good
worker.” But, he did not tell her.

Aftr a while Alidas fdlow
workers began ribbing her about her long
hours. “Come on, take a break,” they urged.
“Were going to take a long lunch today;
come adong. You're making us look bad by
working so hard.”

Alicas effot was geting two
different responses. Her boss noticed and
goproved, but he sad nothing. Pogtive
thoughts do not count unless they ae
expressed. So, her impresson from the boss
was a neutral response — she thought he
did not care about her work.
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Meanwhile, she was getting a negative
response from her coworkers. She wanted to fit
in, but they thought she was making them look
bad. Since the negaive response outweighed
the neutrd response, Alicia began coming in
late, taking long lunches, and leaving early.

Her boss noticed the change and called
her asde. “I've noticed that lately you've been
goofing off. 1 expect a full day’'s work from
you. If you keep coming back late from lunch
or leaving early, we may decide to let you go.”

Now, Alicia is caught in a no-win
gtuation. If she works hard, her coworkers are
displeased; if she does not, her boss is
displeased. This is a dtudion where poor
leadership ruined things for everyone. Alicas
boss falled to communicate postive feedback,
and his resulting neutral response turned her
enthusiaam into disllusonment.

However, the story could have ended
this way if the boss had used proper leadership
techniques:

The head of the art department noticed
that the new artis was putting in long hours.
This impressed the boss, who told her: “Alicig,
I'm glad to see you putting SO much effort into
learning your new job. We both know that most
of the other artists don’'t work as hard as you
do, but | just wanted you to know that your
hard work is noticed and appreciated. I'm sure
you'll have a bright future with this company.”

Alicias coworkers 4ill gave her a hard
time about working so much, but she just tried
to be pleasant without letting her work dide.
She remembered the boss's words and kept
reminding hersdf that her career meant more to
her than becoming “one of the gang.”

In the second scenario, Alicids boss

provided the postive response that she needed
to overcome the negative response of her
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coworkers. Smply telling her that her work
was appreciated made the difference
between productivity and resentment. In the
process, the boss rewarded hard work and
dedication.

CONCLUSION

This lesson explaned one of the
most important aspects that you, as a leader,
mugt know in order to do your job properly
— the underganding of human nature and
how that understanding impacts on what you
mugt know about yoursdf, your job, your
subordinates, and your unit. This knowledge
will give you a sronger foundetion for what
you must be and wha you must do. Then,
what you do as a leader — the gpplication of
these skills — flows from this “being” and
“knowing” foundation.

Invisble threads weave together
many of the techniques and attributes of
leadership. Throughout this lesson, we tried
to illudrate how underganding needs is
intertwined with a leader's vaues ethics,
and character and with various leadership
trats and principles. Your knowledge and
proper application of human nature is
essentidl — it is the bedrock of a your
character as aleader.

* % %
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